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A successful IT project should increase the competitive advantages of an 
organization through technology transfer. Technology transfer means that the 
workflow of the organization is automated by integrated system bridging all 
areas of interconnection, and that every individual in the organization abandons 
the old practice and accepts new way of processing. 
The Student Financial Assistance Agency started a new project, namely 
the Student Financial Assistance Management System (SFAMS) in July 1997. 
The objective of the new system is to improve the Agency's capability in 
administering the Local Student Finance Scheme (LSFS). During a recent 
review, the managers and end users complained that there were disjointed 
"island of automation", and that some manual processes are still retained. 
This study reveals that there are many factors or problems leading to the 
failure in technology transfer. They include the little exposure of the senior 
manager to IT issues, the lack of staff participation, the ineffective 
communication system among different functional units within the Agency, the 
breakdown of communication between the end users and the project team, the 
major business changes at the latest moment, and the failure of the project team 
to work as an integrated team. 
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Actions are recommended to strengthen the leadership roles in IT 
project, setting up communication strategy for accurate, complete and timely 
information flow. All these crucial to the IT project in achieving technology 
transfer. 
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‘The dramatic rate of IT evolution demands careful management 
attention. Failure to successfully manage the introduction and 
assimilation of emerging technologies results in a costly and 
ineffective collection of disjointed "islands of technology". Since 
changes in the IT infrastructure often directly affect organizational 
performance, implementation problems can also be catastrophic. 
Success can only come if people are able to change the way they act 
and the way they think. As a result, IT must be considered a tool to 
expand the "intelligence" of the people within the organization. 
Without a concomitant change at the individual level, technical 
success is likely to be accompanied by administrative failure.'' 
The above elaboration of technology transfer by Applegate, McFarlan 
and McKenney precisely states the direction of IT project implementation and 
the criteria of measuring its success or failure. 
1 Applegate, Lynda M., and McFarlan, F. Warren, and McKenney, James L. 
Corporate Information Systems Management: Text and Cases. USA : IRWFN , 1996. 
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Many studies on IT project implementation covers topics on technical 
techniques including strategic relevance, the system development cycles, 
project start up, planning and organizing, budgetary control, scheduling and 
resourcing, project control and monitoring of progress which are so common 
throughout any textbooks on IT project. Additional topics such as risk 
management, project team management and client management and working 
environment may also be included. 
With the increasing impacts of behavioral science, many studies in the 
1980's and 1990,s have shifted the focus to people side of IT project 
management. New topics such as change management, stress management, 
project leadership, motivation and participation have been included in the 
textbooks which emphasize the human elements in success of any project. 
There is no doubt that both the technical and human aspects are 
important to the success of any IT project. However, we should bear in mind 
that introduction and assimilation of emerging technologies or changes in the 
IT infrastructure is not the ultimate goal of any IT project. IT is only a tool to 
improve organizational performance and to enhance the competitive edges in 
such dynamic environments. Therefore only those organizations who can 
achieve technology transfer through the IT projects could claim success to the 
projects. 
As elaborated by Applegate and the others, an organization could be 
successful in achieving technology transfer only when-
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• people within the organization are able to change the way 
they act and the way they think. It could be shown by the 
changes in organizational structure and operational process; 
and 
• an integrated information system and thus workflow is set 
up. It could be shown in the extent of interface among 
different functional business through the information 
system. 
Any study of IT project implementation and management should 
therefore focus on these two aspects. 
Purpose of Study 
This paper is a management review of the implementation of the Student 
Financial Assistance Management System (SFAMS) for the Student Financial 
Assistance Agency (SFAA or the Agency). The SFAMS has been developed 
to support the operation of the Local Student Finance Scheme (LSFS) from the 
academic year of 1998-99 onwards. The project has started in July 1997� In 
view of the tight schedule to tie in with the application exercise of 1998-99, the 
project would be implemented by two phases. The original target live run 
date of the first phase is April 1998, and the second phase is July 1998. As 
major business changes to the LSFS were introduced in November 1997 when 
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the Agency and the project team nearly completed system analysis and design 
on the project, the live run date of phase I had been extended to May 1998. 
The project team has completed programming for the phase I, and is 
now conducting the system test. Data conversion and user acceptance test has 
also started in mid-April 1998. When the user representatives recently re-
visited the system design, it was found that the project team and end users were 
not able to change part of the processes. The only major change was that 
paper work was replaced by a computer system. Furthermore, fragmentation 
in system operation was identified in some significant steps of the workflow. 
It reflected that there were some management problems in project 
implementation. 
The study of this paper could therefore achieve the following purposes-
• as symptoms of project implementation problems have been 
found, it is critical to the success of the project that study should | 
be conducted to identify management problems in the course of 
project implementation, and to recommend the appropriate 
solutions; 
• Another IT project has been endorsed and will start at the end of 
1998. Meanwhile, a new financial assistance scheme to 
complement the LSFS will be introduced in April 1998. To 
support its operation, feasibility study on another system is now 
being conducted. It is anticipated that the development of the 
proposed system will start in July 1998. The management 
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review provides a very useful lesson for the smooth 
implementation of the two coming projects. 
Scope of the Study 
The study focuses on the management issues related to the project 
implementation. It does not cover the strategy and policies of the Agency in 
student financial assistance unless it is related to the system implementation� 
It also excludes the technical aspects of project implementation. In other 
words, we will not discuss the technologies (hardware and software) to be 
applied in the system under development. 
Approach and Methodology 
Both qualitative and quantitative analyses were conducted in the study� 
i: 
Interviews with senior management, user representative, end users, project 
managers and the technical advisers were conducted. Structured questions 
were asked to identify problems and possible causes in project implementation� 
Furthermore, operational staff members at different levels who were 
influential among their colleagues were invited to focus group discussion 
sessions in March 1998. Their views were collected so that fair and objective 
assessment on the project implementation could be made. 
In addition, telephone surveys were conducted to examine the end users' 
concem in developing and implementing the project. The target interviewees 
were the front-line operational and logistics staff and their immediate 
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supervisors. All of them were clerical staff of the Agency. To achieve fair 
and objective results, managers of functional units who were responsible for 
decision making in daily operations and have to analyze management reports 
were also included in the telephone surveys. 
The survey was conducted in March 1998. A total of 105 staff 
members were invited to respond to s pre-set questionnaire. Sample of the 
questionnaire is at Appendix I. Only 11 target interviewees refused to 
respond. The response rate is as follows-
No. of 
interviewees No. of Response 
Staff Group invited respondents Rate 
Clerical 73 68 93.15% 
Officers 
Senior 22 16 72.73% 
Clerical 
Officer 
Executive 10 10 100% 
Officers 
Total 105 94 89.52% 
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CHAPTER II 
BACKGROUND INFORMATION OF THE 
STUDENT FINANCIAL ASSISTANCE AGENCY 
Historical Background 
The Student Financial Assistance Agency (SFAA or the Agency) is a 
government department. It was set up in 1990 after the Hong Kong 
Government had completed a strategic review of administration mechanism on 
financial assistance schemes and awards. 
A number of financial assistance schemes/scholarships/awards are 
administered by the Hong Kong Government. They are either funded by the 
government or donated/sponsored by private sectors. Before 1990, the 
various schemes, scholarships and award were administered by different 
government bureaus/departments which initiated the individual schemes or 
awards. Following the strategic review, the Hong Kong Government had 
decided to set up a new department, namely the Student Financial Assistance 
Agency (SFAA), to take up the sheer responsibility of administering all the 
government financial assistance schemes and awards. 
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The Agency was formed by combining two divisions from two existing 
government departments. Division One came from the Tertiary Student 
Finance Division of the then Education and Manpower Branch (EMB). 
Division Two splitted from the Education Department (ED). 
By setting up the SFAA to administer all government financial 
assistance schemes and awards to the students, the Hong Kong Government 
could gain the following competitive advantages-
• If the schemes and awards were run by government bureaus 
or departments mainly responsible for specific policies on 
education, the schemes and awards would be used as tools to 
achieve the education policies. The objectives of the 
schemes to provide financial means to the students to continue 
the study may be undermined. 
• More cost effective utilization of resources could be achieved 
It could avoid duplicate use of resources on same target 
student groups while some other student groups may be 
ignored. 
• Instead of providing financial assistance to student on piece 
meal basis, an independent department solely responsible for 
all government financial assistance schemes could develop and 
implement integrated strategy and comprehensive policies on 
financial assistance. 
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Organization Structure and Staffing 
The Agency is headed by the Controller who is ranked Senior Principal 
Executive Officer (SPEO). The Controller is assisted by two Deputy 
Controllers. Each of them heads one of the two Divisions of the Agency. 
Division One is headed by a Deputy Controller at the rank of Chief 
Executive Officer (CEO). It is consisted of three Sections, namely the 
Administration Section, the Tertiary Student Finance Section and the Payment 
and Repayment Section. Each Section is headed by an Assistant Controller at 
the rank of Senior Executive Officer (SEO). The Administration Section 
provides overall administrative support to the Agency. The other two sections 
jointly operate the Local Student Finance Scheme (LSFS). The LSFS aims at 
providing financial means to student of local tertiary institutions. 
Division Two is headed by a Deputy Controller at the rank of Senior 
Education Officer . It is consisted of two Sections. Each Section is headed 
by an Assistant Controller at the rank of Executive Officer (Administration). 
One Section is responsible for operating schemes including Fee Remission 
Scheme, Textbook Assistance Scheme and the Student Travel Subsidy Scheme, 
The other Section is responsible for administering the Kindergarten Fee 
Remission Scheme and various scholarship and awards on needs or academic 
basis. 
The Organization Chart of the Agency is at Appendix III. 
The two Divisions are staffed with different grades of officers because 
of their different origins. For Division One, all the managers are Executive 
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Officers at different ranks. The Executive Officers are General Grade staff, 
and will be transferred among the government bureaus and departments. 
They normally stay in one department for three to four years. The front line 
supervisors are Senior Clerical Officers (SCO). As all SCO posts are 
functional posts, the SCO will stay in the post until they retire, resign or apply 
to another functional post or other grades. 
The managers of the Division Two are Education Officers. The front 
line supervisors are Education Assistants. They are departmental grade staff 
seconded from the Education Department. They are close and get familiar 
with each other, share the same values and think in the same way because they 
come from the same department. 
All the operational staff of the two Divisions are Clerical Officers of 
different ranks. They are also general grade staff, but they will not be 
transferred out to other government departments unless individual staff 
member has applied for transfer. It is a policy throughout the Hong Kong 
Government that the clerical staff could apply for inter-departmental transfer 
after they have been posted to any department for more than one year. 
Vision. Mission and Values 
The vision of the Agency is that all students of Hong Kong, from 
kindergarten up to tertiary levels, will concentrate on high quality academic 
pursuit without worries on financial means. 
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The mission of the Agency is to provide adequate financial means to the 
students of different level in cost effective manner so at to meet their financial 
need directly and indirectly relating to their studies, and to reward those 
achieving academic prowess with scholarship and awards in faimess. 
Upon a management review with widespread consultation among the 
staff members by the end of 1997, the Agency concludes that the following are 
core values critical to the success of the Agency^-
• Customer Satisfaction - It is defined that the Agency will 
proactively address and properly meet the customers' needs in 
relation to our vision and mission. Services will be provided 
in a fair and prompt manner and should not disturb the 
customers. 
• Faimess - It is comprised ofboth internal and external faimess. 
External faimess means fair treatments to all applicants under 
j 
the financial assistance schemes. Internal faimess apply to 
fair treatment to all staff. Workload should be fairly 
distributed, and resources should be fairly allocated. 
• Team Spirit - It means that the success of the Agency is not the 
effort of any individual officers or group/section of staff. It 
requires the joint efforts of all staff, all units and section 
2 Student Financial Assistance Agency Annual Report 1997. Hong Kong , 
1997. 
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working and playing their roles in the same team, thus 
contributing to the eventual success. 
• Commitment - It means that every one in the Agency is 
devoted to achieving the Vision and Mission. 
Corporate Culture 
The core values identified by the senior management last year could 
reflect partly the corporate culture of the Agency. 
The Agency emphasized much on team spirit. The senior and line 
managers appreciate very much the team efforts and their contribution to the 
success and effective performance of the Agency since its setup. It the most 
critical factor because the tasks and challenges faced by the Agency are 
enormous. However, the team work in the Agency is limited to within 
individual functional units only. The limitation is one of the factors leading to 
management problems in the project management. We shall discuss the issue 
in details later. 
The other aspects of the corporate culture is commitment. The staff 
have been appraised of their dedication and devotion to their goals and 
assignments. Despite of limited resources, tight schedule and voluminous 
workload, the staff members work hard and effectively to meet the deadline. 
Customer satisfaction is another component of the corporate culture of 
the Agency. It is the direction and criteria of the services provided by the 
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Agency. However, the concept of internal customer does not exist within the 
Agency. It is another factor leading to the management problem. 
Communication is another element. The senior management 
emphasizes much on information sharing and consultation with the staff. 
Continuous improvement is another aspect of the Agency's corporate 
culture. The senior management recognizes that the environment is dynamics 
and ever changing rapidly. The Agency should also adapt itself to meet the 
new challenges arising from changes in the environment. 
Local Student Finance Scheme (LSFS) 
The LSFS is one of the major financial assistance scheme administered 
by the Agency. It was introduced by the government in 1969. The objective 
of the LSFS is to provide financial assistance to student of the tertiary 
institutions so that no student will be deprived of academic pursuit because of 
the lack of financial means. The scheme now covers all the full time students 
of the local tertiary institutions funded by the University Grant Committee 
(UGC), the technical colleges run by the Vocational Council and the Prince 
Philip Dental Hospital. From 1998-99 onwards, the scheme will be extended 
to cover the Hong Kong Academy of Performing Arts (HKAPA). 
The scheme is a means-tested exercise. Levels of financial assistance 
offered to applicants are determined by the applicants' family income and 
assets. Financial assistance is offered in forms of grant and loan. Grant is 
given to subsidize tuition fee, academic expenses and compulsory entry/annual 
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union fees. Additional grant will be offered to subsidize expenses on 
compulsory field trips. Loan is given to subsidize the living expenses of the 
students. They have to repay the loan by 20 quarterly installments after 
graduation. The interest rate is 2.5% per annum and will be accrued from 


















In the 1990's, the Agency faces challenges arising from the changes in | 
the external environments. 
The first change is the drastic increase in number of application since 1 
I 
1990. The number of applications have increased from around 10,000 cases 
in 1998-99 to more than 42,000 in 1997-98. It is expected that the number of 
I I 
I 
applications will rise up to 45,000 in 1999-2000. The drastic increase is 
attributed to two factors- ！ 
• As a result of the expansion of the local tertiary education 
launched in 1989, the student population has increased from 
about 30,000 to more than 64,000 in 1997-98. 
• In 1992-93, the tuition fee of degree courses was only 8.2% of 
the cost of tertiary education. The government had then 
introduced a phased programme to increase the cost recovery 
rate to 18% in 1997-98. As a result, the tuition fee for degree 
courses has drastically risen from around $18,000 to more than 
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$42,000 in 1997-98. It is expected that the tuition fee will 
further rise to $53,000 in 1999-2000. 
Change in demographic behaviors is another environmental challenges 
faced by the Agency. The LSFS is based on an assumption that the family 
will support and pay for the tuition fees and academic/living expenses of the 
applicants. However, it has been the trend since late 1980's that more and 
more families are reluctant to finance their children's academic expenses. 
The principle of the LSFS is therefore considered to be outdated and could not 
I 
meet all the customer needs. | 
The increasing expectation of customer satisfaction is the third 
challenges to the Agency. Since the introduction of the concepts of 
performance pledge and customer oriented services had been introduced by the 
outgoing Governor, Chris Pattn, the public's expectation on the quality of the | 
！ 
services provided by government departments was rising. They requested \ 
\ 
prompt and accurate vetting of their applications, and required the government 1 
to provide more financial assistance to them. I 
Internal Environment 
As a result of the increase in number of applications, the Agency has 
doubled the number of staff of the Division One so as to clear the applications 
within the performance pledge period. The expansion of the Division One 
brings management problems to the Agency. The needs to train up large 
number of new staff members, to cultivate their sense of belongings and 
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commitment to the Agency. The expansion also increases the extent of 
difficulties in communication as the existing communication mechanisms could 
not effectively achieve staff consultation and accurately channel messages 
bilaterally between the management and the staff members. 
The other issue is the widespread use of Chinese throughout the 
government. Like the other government departments, the Agency has been 
required to use Chinese in correspondence with the public. The other aspect 
is the widespread use of personal computers. Computer training has also 丨 
common throughout the government department. Unlike those in 1980's, the 
I 
l 











STUDENT FINANCIAL ASSISTANCE 
MANAGEMENT SYSTEM 
t, 
Existing IT Environment j 
1 
1 
The operation of the LSFS is supported by two computer systems, 
namely the Student Finance System (SFS) and the Student Loan System (SLS)� ‘ 
The former one is managed by the Information Technology Services 
Department (ITSD), and supports the calculation of financial assistance, ' 
i 
issuing of notifications of result and payment of grants and loans to successful j 
applicants. The latter one is managed by the Treasury, and supports the 
1 
functions of keeping loan accounts, calculation of interest rate, loan repayment 
schedule, issuing demand notes and collecting repayment. 
The other activities of the scheme are operated by manual processes 
although piecemeal personal computer programs had been developed to 
support individual activities. These programs are not integrated to or interface 
with the SFS or SLS. 
End users have long complained of the limitations and problems of the 
existing system in supporting the operation of the LSFS. Data are upload only 
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when vetting of applications are completed. Thus, the Agency had to rely on 
manual records to check the progress of any individual application until the 
vetting of the application had been completed. 
Besides, the system could only keep data on applications of current year. 
Thus, end users who need to refer to previous year's application have to rely on 
paper copies. In addition, the manual processing are quite tedious and labor 
intensive. It requires a long time to process and thus easy for committing 
mistakes. The manual processes also result in frequent circulation of files and ^ 




Development ofProposed System 
I 
I 
In view of the problems of the SFS, the ITSD had conducted a ‘ 
i 
feasibility study on behalf of the Agency in 1996. It was concluded that a i 
new system should be developed to upgrade the IT infrastructure of the Agency | 
in supporting the operation of the LSFS. The new system should support the 
operation of the Tertiary Student Finance Section (TSFS), Payment Unit (PU) 
and Loan Repayment Unit (LRU) in administering the LSFS. Only the 
functions of the Student Loan Unit will continue to be supported by the SLS. 
System Objectives 
The objectives of developing the new system are-
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• To streamline the operation of the TSFS, PU and LRU and to 
facilitate coordination among these section/units. 
• To provide better online capability of inquiry and updating in 
order to provide better services to students. 




The Agency and the ITSD started the project development in June 1997. j 
). (• 
The tentative schedule of the project development is as follows-
- _ _ ^ 1 
Phase 1 Phase 2 
r ~ H 丨 
start End Start End I 
Stage Description Date Date Date Stage j 
I 
^ ^ ^ 丨 
0 Project Initiation Jun 97 Jui 97 Jun 97 Jul 97 j 
1 System Analysis & M 97 Oct 97 Jul 97 Oct 97 ‘ 
Design 
2 Rapid Construction Nov 97 Mar 98 Apr 98 Jun 98 
3 Transition Apr 98 Apr 98 Jul 98 Jul 98 




To monitor the progress of the project development to meet the schedule, 
mechanisms following the Projects IN Controlled Environments (PRINCE) 
organization structure have been set up as follows-
Project Steering Committee (PSC) 
The PSC is consisted of the Controller as Executive, Deputy Controller 
as Senior User and Senior System Manager of the ITSD as the Senior , 
Technical Representative. 丨 
1 
The PSC provides overall direction and strategy and oversees the j 
i 
development of the project. It will conduct end stage meeting to evaluate the 
progress and authorize the start of next stage. It is also the only authority of j 
i 




User Working Group 丨 
I 
The Working Group is consisted of the Section Heads as Business 
Assurance Coordinators, Project Manager of the Agency as User Assurance 
Coordinator and the System Manager of the ITSD and the Technical Assurance 
Coordinator. 
The Working Group conducted monthly meetings with the Senior 
Project Manager of the Contractor to review the project progress and resource 
spending against the plans. Highlight report has to be submitted by the 
contractor to report the progress and outline the actions ahead. 
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Weekly Meeting 
Weekly Meeting is conducted with user representatives from the Agency, 
technical representatives from the ITSD and the Project Managers of the 
contractor to review the progress of the project. Every issue in relation to the 
project will be discussed at the meeting. 
Development Approach 
tj 
The increasing popular approach of Rapid Application Development j 
！ 
(RAD) has been used to ensure that the project development could complete ! 
quickly so as to enhance the competitive advantage of the Agency. The main 丨 
i 
features are-
• end users including line managers/ supervisors and operational 
( 
staff have been involved at the beginning and throughout of the j| 
|! 




• Prototypes have been intensively used so that the end users 
could define and confirm requirements by demonstrating 
possibilities, investigate the effectiveness of novel methods of 
processing, test performance implications and assist in 
considering work practice. 
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CHAPTER V 
FINDING AND ANALYSIS 
IT Project Implementation Issues 
The development of a new computer project is a complex and difficult 
management challenge. "Island of automation" must be integrated into one j 
't 
system, "legacy systems" should be managed, and new technologies must be i 
) i t 
evaluated and introduced. 
I 
Merging the Islands of Automation 丨 
i 
！ 
The Agency should overcome a variety of integration obstacles when 
implementing the new project as the operation of the LSFS breaks down into 
several major parts and overseen part by different functional units who have 
limited exposure and different operational needs. 
Assimilating Emerging Technologies 
As the task of implementing an integrated system on advanced IT 
technologies is an extraordinarily complex endeavor, early involvement of the 
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end users whose daily activities will be affected by the adoption of the new 
technology is a critical success factor. 
To ensure that the IT project could be successfully implemented, end 
users should be encouraged to abandon old procedures and attitudes, and to 
adopt new ways of performing intellectual tasks. Consequentially, it will 
normally require more extensive organizational changes involving structures, 
operating processes, management processes, human resources management 
system, culture and incentives. Business Reengineering Process (RBP) is now 
one of the management issues when implementing any IT project. ‘ 
! i 
Partnership of Three Constituencies i 
The IT professional including the ITSD and the project team provides a f 
\ 
•I 
pool of technical skills that can be developed and deployed to resolve complex 丨 
problems facing the firm. The IT professional has to scan leading-edge 
technologies, and should ensure that the end users are aware of the new | 
I 
technologies and their applicability in solving their business problems. The 
IT professional should also play the role of key integrators who should identify 
areas of potential interface between the needs of different end users, and so 
facilitate the BRP. 
The user management should involve themselves from the beginning of 
the IT project, and play active roles in the development process. It could 
foster more effective collaboration with the IT professional. The result is that 
the system would meet their business needs, and the applicability of the new 
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technologies could be tested in the construction stage. To play their roles in 
development process, the user management should acquire more knowledge 
and skills in IT. 
Senior management has the broad task of ensuring that appropriate 
structures, systems and management processes are in place for ensuring that the 
overall needs oft he organization are met. The senior management should 
expose themselves to the IT issues so that they could assume the responsibility 
more effectively. The senior management should have a clear understanding 
I 





The following implementation issues have been identified during the j 
/ 
interviews and from the response to the questionnaire-
I 
• "Islands of automation" have been found in the system design. 
Both the system designer and the end users have failed to 
i 
develop an integrated system. Even the system analysts of the 
project team cannot work closely to identify the areas where the 
activities of the different functional units are interconnected to 
each other. The result is that each system analyst is 
developing the specifications on business needs of different 
functional units, but has failed to build up the connection and 
interface. The senior management and user management have 
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also failed to go through the whole business process and 
identify the areas of interconnection. 
• End-users have failed to abandon the old processes and ways of 
thinking. They had just requested the system analysts to 
automate the existing process without re-visiting workflow and 
possible redesign of the workflow under the new system. It is 
particularly obvious in the part of operations that they are now 
operated in manually ways. The situation is even worse that 
some of the system analysts has tried to persuade the end users 
I fi 
not to pursue automation on some processes which require 丨丨 1 
1 . 
more complex programming and to retain the way of manual 
processing. The only different is that the computer instead of i 
I' t 
paper document is used. | 
Analysis 
The above findings of project implementations are only symptoms or 
results of the management problems in the project implementation. The 
issues we have to address are the management problems. 
Leadership 
During the study, it is found that the senior management has not been 
competent enough to assume the responsibility. They are assumed to provide 
strategic guidance on the IT project. However, because of the little exposure 
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to IT issues, they have failed to recognize the importance of the IT in achieving 
the organizational goals. The Senior User of the Agency has only concerned 
with whether the target completion date could be met. However, she has 
never took the leading roles. It is most probably because she has no 
knowledge in computer operation. (She even had no basic computer 
knowledge such as operating system and printer driver.) Therefore, she has 
tried to avoid her roles. As the senior user, she is supposed to take up 
strategic planning, but she has done nothing. She just let the project start, but 
has not considered any IT implementation issues such as integration ofprocess, 
I 
business reengineering process. End users had expected that she would have 丨丨 
i  
initiated the framework of project development, and given the direction at the i 
start of the project, but no action had been taken. It has been proposed that , 
): 
walk through sessions should be held before the start of the project so that user 
managers should have worked out together the operational process，and ‘ 
identified the areas of interconnections. However, this proposal had been i 
ignored on the grounds that the user managers were too busy and they were 丨 
well familiar with the process already. 
The other problem is that the Senior Management has not delegated 
enough to the User Representative who deputizes her in the project 
management. Every decision has to be endorsed by the Senior User. Even 
spending exceeding $500 has to be endorsed by her. It has resulted in 
administrative inconvenience and low morale. Besides, the Senior User has 
not shown much trust and support to the User Representative. Every time any 
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proposal relating to the project has been worked out by the user representative 
together with the ITSD and the project team, the Senior User would consult 
another Section Head who has little knowledge in IT and is not one of the user 
managers. 
The arrangement for User Representative has also been a problem� 
The project has been scheduled to last for more than one year. However, the 
User Representative was a temporary post lasting for six months only. The 
post lapsed before the system analysis and design had been completed. The 
roles of the User Representative have then been taken up by one of the User ‘ 
'I 
Managers who is fully committed to another business project. The lack of a 丨丨 
i 
full-time User Representative has resulted in the poor coordination as this post I 
is supposed to facilitate the integration of the system supporting different 
I: 
I 
functional units. ； 
Business Changes 
The project had started in July 1997 and the first phase should have been 
completed by April 1998. However, the Agency was seeking approval of 
major changes to the business rules. The changes could not be confirmed 
until the end of November 1997. The business changes have significant 
impacts on the specifications of the requirement covered in Phase I. However, 
The project team was only informed that there would be major changes，but no 
details had been released until December 1997. If it were not the User 
Managers and User Representative who had unofficially provided the details, 
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the programming would have been delayed. Thus the system analysts had 
little time to investigate the areas of interconnection among the functional 
units. 
Project Team 
The Project Team is the IT professional. They have been expected by 
the user managers to act as the key integrators. They should help identify 
areas of potential of interconnections between the needs of different functional 
(! 
:i: 
units. They have also been expected to provide not only the technical skills ！ 
'i 
but also the professional advice on the areas and the feasible alternatives of | 
I 
automation. To facilitate the project team in assuming the responsibility, the 
user managers had spent a lot of time to brief the system analysts the business | 
i 
needs and the work processes. 
Nevertheless, the project team has failed to play the professional roles as 
expected. They have seldom advised the end users the alternatives of system ！ 
design. They have just listened to and followed the user managers’ proposed 
workflow under the new system. The major business changes in the latest 
moment is one of the factors that the system analysts had little time to analyze 
the business needs in details. In addition, one of the project managers was 
incompetent to motivate the system analyst to be think in creative ways. 
The project manager had been so incompetent to lead the project team to 
work in an integrated ways. The system analysts had worked on their own. 
Their efforts had not been coordinated. Information had not been shared 
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among themselves. It could be reflected by the end users' complaints that the 
system analysts always approach them and ask for information of the same 
requirements. End users had expected that the project team should have a 
focal point to collect the information and distribute them among the system 
analysts. The system analysts had been assigned by the Project Manager tasks 
of system design on business need of different functional unit or part of the 
work flows. Because of poor communication and lack of information sharing, 
the system analysts did not know the design worked out by their counterparts in 
the team. Thus they have failed to work out the interface between those areas 
of which interconnection has been identified by end users themselves, not to 
say further identify the potential areas of interconnection. 
The other factor that the project team has failed to play the role of 
integrator is the turnover of the system analysts. At the beginning, there were 
three system analysts only in the project team when the system analysis and 
design workshops were held. When the project proceeded, one system analyst 
has been replaced. Three additional system analysts have then been deployed 
by the contractor. The Project Manager has been supposed to brief the new 
system analysts the business needs and work process of the end users. 
However, the user managers later found that the new system analysts had 
underestimated their requirements. The system design worked out by them 
could not meet their business needs. 
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Team Spirit 
The senior management has emphasized much on team spirit, and 
appreciated its contribution to the Agency's achievement. However, team 
efforts and co-operation are only found within individual functional units. 
However, the operation of the LSFS is supported by two Sections comprising 
six functional units. A study of the operation reveals that there have been 
much interactions among activities of the functional units. However, there 
have been many conflict among them. The functional units have their own 
needs and so have different requirements in the work flow. However, they 
could not understand the needs of the other functional units. When any 
functional unit has any idea of system design on any activities, the other 
functional units will have drastic response with doubt and suspicion. The 
senior management has not played any roles in resolving the conflicts or to 
work out any integrated work activities. Many staff members have 
underestimated the workload and requirements oftheir counterparts. 
Lack of Confidence 
During the study, staff members and line managers had expressed their 
worries on the impacts of the new system. They doubted that the new system 
would create additional workload instead of resolving their existing operational 
problems. 
32 
All the staff members stated that they had not officially been informed 
of the start of the computer project until October 1997, i.e. three months after 
the Agency embarked on the project. Most of them leamed the start of the 
project by personal contacts with the User Representative, and very often in 
unofficial occasions. 
Some 82% of the interviewees responded that they were not aware of 
the system objectives and scopes. They were not aware of the potential 
benefits generated by the new system. Indeed, during the telephone surveys, 
they had suggested that the senior management should conduct regular briefing 
sessions for them so that they would be given the details and objectives of the 
system. 
Exhibit 5.1 Objectives and benefits of the System 
Number of respondents who are 
aware of the system objectives and 
benefits 
Staff Group Total Number Yes (%) No(%) 
Clerical Officer 68 0 (0%) 0 (0%) 
Senior Clerical 16 3 (18.75%) 0(81.25%) 
Officer  
Executive 10 9 (90%) 1 (10%) 
Officers 
Total 94 12(12.77%) 82 (87.23%) 
Less than 25% expressed that they were confident in operating the 
system although more than 70% of them received computer training or 
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Windows environment and understood that the system would run on the 
Windows environment. The reason is that they had never been informed of 
the operation modes of the system. 
Exhibit 5.2 Training and Confidence in Operating the System 
No. of staff who have No. of staff who are 
Total received computer confident in 
Staff Group Number training operating the system 
Clerical 68 51 (75%) 9 (0%) 
Officer 
Senior 16 8 (50%) 6(81.25%) 
Clerical 
Officer 
Executive 10 8 (80%) 8 (80%) 
Officers 
Total 94 67 (71.28%) 23 (24.47%) 
Comments from Focus Group 
During the discussion, many members of the focus group expressed their 
dissatisfaction that most of the operating staff had been excluded from the 
system design workshops. They stated that some of them were experienced 
with the business process, and more than half of them had received computer 
training and had experience in computer operation. They could integrate their 
knowledge in business needs and computer operation, and gave valuable advice 
on design for smooth system operation. 
They also complained that no briefing or consultation among them had 
been conducted. They were not aware of the objective, the scope, the 
schedule and the progress of the project, They worried that the system design 
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would be very complicated and not so user friendly that the system operation 




This study was undertaken to explore the factors leading to the failure of 
the SFAMS project in achieving technology transfer, and to recommend 
possible solutions or actions to overcome the problems. The failure of 
achieving technology transfer itself is not the problem, but the factors leading 
to the failure. 
The study reveals that the capabilities of the senior manager has been 
one of the major management problems. The senior management had little 
exposure to IT issues, and was also not clearly aware of the importance of IT in 
achieving the organizational goals. The senior managers have also failed to 
make efforts to direct the project teams and the end users to work towards an 
integrated system. 
The senior management has also failed to provide adequate channels for 
staff participation. Only a few operational staff members have been invited to 
the system design workshops. The others have not been given any chance of 
participation into the system design. They even have not been briefed of the 
system objectives, scopes and the implementation schedule. 
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The senior management has also failed to motivate the user managers 
and staff members to consider changes to the current work flow and practices 
which have been workable and the most effective means in term of manual 
processes. The senior managers has just accepted the project team to 
automate any existing individual activities or practice on piecemeal basis 
instead of workflow basis. 
The senior management also has not established adequate channels for 
the end users to communicate with each other or with the project team� Each 
functional unit could only propose possible automation of activities within their 
jurisdiction. For activities interfacing with the business needs of other 
functional unit, the manual operation mode has remained unchanged because 
the conflicts or misunderstanding among the different functional units could 
not be resolved. 
The communication with the project team is another factor. The 
Agency has ceased to communicate with the project team in an organized way 
after the system design workshops. They were not aware of the progress of 
the project team in construction stage until recently when the user managers 
had found that part of the system designs deviated from their requirements or 
had not achieved automation in integrated manner. No focal point at the 
project team side has been identified to continuously feed information, and to 
monitor the specifications and programming of the system flow. 
Major business changes are the final factor leading to the failure� The 
changes at the latest moment have allowed the project team little time to 
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analyze the business needs and to explore the best technological or system 
solution. They had then tried to persuade the end users to give up some 
proposals of automation and to rely on manual process. 
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CHAPTER VII 
POSSIBLE COURSES OF ACTIONS 
AND RECOMMENDATION 
Based on the findings of the study and the analysis, the following 
actions are recommended for the management's consideration. All these 
recommendations are to rectify the management problems identified in the 
course of implementing the SFAMS project. Although the first phase will 
complete and live run in May 1998, the identified problems still have to be 
resolved. Otherwise, the new system could not achieve technology transfer. 
It means that the new system could not improve the organizational 
effectiveness, and may even result in administrative catastrophes because ofthe 
existence of "islands of automation" and failure to change the existing process 
and practice. 
Leadership Style 
The senior management has to change its leadership style. Although 
the leadership emphasize much on communication and team effort. No 
channels have been provided for staff participation in the course of project 
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development. Indeed many staff members have complained that the senior 
management did not take initiative to consult their opinion. The senior 
managers would approach them only when the final decisions are made. 
The senior manager should allow and encourage the s taffs participation 
in the project development. Consultative mechanism should be set up� Staff 
representatives at different levels should be invited or appointed to provide 
opinions and feedback on the project plan and system design. Regular 
briefings should be held to inform the other staff members of the progress of 
the project. 
Roles of Senior Manager 
The senior management should also take more proactive roles in the IT 
project. IT strategic plan should be made and kept under constant review� 
All parties should be given clear guidance on the Agency's direction and 
objectives in IT application. The senior managers should also take the leading 
and facilitating roles in positive interactions of different functional units. It 
will help identify potential areas of interconnection and reach the agreement of 
the interactive processes. 
User Representative 
User Representative is to deputize the Senior User in system 
development. He is the project coordinator of the end users, and should be the 
focal point of contacts. To facilitate the successful implementation, this post 
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should exist throughout the whole development period. The post holder 
should work as full time user representative to oversee the project 
implementation. 
Project Team 
Competent project manager who can lead integrated team work should 
be appointed. As a matter of fact, it has been done in February 1998. The 
performance of the project team has now improved. The new project manager 
is now endeavoring to motivate the system analysts to take a more proactive 
attitude and to propose system design in more creative ways. In addition, he 
also holds regular discussions so that the system analysts know the system 
design worked out by each other and in what way their designs will affect the 
part he/she is responsible for. 
Communication Strategy 
The purposes of communication strategy are to encourage participation 
and feedback. It also facilitate prompt, adequate and accurate information 
flows among all parties concerned. It will also help clear misunderstanding 
and build up the confidence in each other. 
The following principles should be adopted when working out the 
communication strategy-
• Senior management should be frank 
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• Senior management should provide information to all parties. 
No individual or staff group should be differentiated by 
whatever criteria in communication. Information should not 
be released on need-to-know basis as the senior managers 
would easily block the effective communication channels and 
obstruct the complete and timely information flow. 
• Communication should be of repetitive nature. To ensure that 
information will accurately and completely reach all parties 
concerned, information should be given through more than one 
channels and so be repeated more than once so that no 
addressee will be missed because of any unexpected breakdown 
in any channel and message could be re-affirmed by repetition. 
• Communication should be responsive and continuous. There 
has been complaint that the some of the managers seldom 
respond to their comments or inquiry. Some others are 
willing to respond but no further follow up communication is 
initiated by the managers 
• Official and proper channels should be established and clearly 
stated so that all parties concerned are aware of the channels to 
communicate. Focal points should be established for 
collecting and distributing information to all parties and 
members. 
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• Information to be communicated should be in clear and easy-
to-understand mode. Furthermore, information given should 
be accurate and complete. While information received should 
be verified and scanned, there should be no screening when 
relaying the messages to other members. 
Upon the above stated principles, some of the following mechanism 
could be set up-
• Project consultative committee should be set up. Staff 
representatives from all levels and from different functional 
units should be invited or appointed. The ITSD and the 
Project Team should be requested to appoint an advisor to the 
committee. They should better be focal points of 
communication, and should be given the delegated authority to 
respond immediately to the members' comments in the 
meeting. 
• User Representative should sit in the regular discussion of the 
project team so as to advise the project team members the 
users' view points on automating processes and interactive 
work flow of different functional units. 
• Working group should be set up to discuss the operational 
process, and to identify areas of potential interconnection 
among different units and to work out integrated processes. 
The Working Group should be chaired by the Deputy 
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Controller, who is the Senior User of the SFAMS and also 
serve as the Director of Operation of the LSFS. She is 
therefore the only appropriate person to assume the 
responsibility. Members of the Working Groups should 
include user manager and staff representatives of different 
functional units. 
• Regular briefing sessions should be conducted to inform all 
staff members of the progress of the project. These briefing 
sessions will allow them to ask questions to clarify any doubts. 
Future plans such as details of user acceptance test and training 
should be regular topics in the briefing sessions. 
• Walk through sessions should be held by the user 
representatives or the project managers immediately when there 
are new system analysts or new user managers/line 
managers/supervisors and staff members. 
• Bulletin should be issued every week. The bulletin could be 
used to report progress in written format, to sound out and 
discuss the changes of processes brought by the new system, to 
clarify any messages (very often rumors) received by the staff 




Provision of user training could build up the s taf fs confidence in 
operating the system. Details of user training should therefore be worked out 
as soon as possible after widespread consultation with the staff members and 
line managers/supervisors. All staff members should be informed of the 
details. 
The training should target at all the users of the Agency. Although the 
staff members as well as the managers will only operate part of the processes, 
and use part of the functions only. The user training should cover briefing of 
the system process as a whole so that every end user could have a clear and 
complete picture of the system design and the areas of interconnection. 
I Jser Manuals/Documentation 
Clear and user-friendly manual should be ready before the user training. 
Each end user should be given one copy of the user manuals. The manual 
should record clearly the steps to taken by sequence. Furthermore, the 
interface of functions with other functional units should be highlighted and 
explained in details in the documents and user manuals. 
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APPENDIX III 
STUDENT FINANCIAL ASSISTANCE MANAGEMENT SYSTEM 
TELEPHONE SURVEY QUESTIONNAIRE 
Questions 
1. Do you know the objectives and benefits of the new system? 
Yes • No • 
If no, please explain the reasons  
2. Are you confident in operating the system? 
Yes • No • 
If no, please state the reasons  
3. Have you received any previous training an gained experience in 
Window Environment (Windows 3.1 or Windows 95) 
Yes • No • 
4. There are a total of 120 reports generated by the system. Do you 
understand the purpose of the reports and how to make use ofthem? 
Yes • No • 
If no, please give reasons  
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5. Can the new system help you process the applications more effectively 
so as to eliminate workload? 
Yes • No • 
If no, please give reasons  
6. Do the management provides you the adequate information on the 
system development or design? 
Yes • No • 
If no, please give your expectation on their service  
7. One of the objectives of the system is to streamline the procedures. 
When comparing the existing Student Finance System and the new 
system (SFAMS), do you consider the new system can achieve this 
objective? 
Yes • No • 
Please give your reasons to support your answer — 
8. Any difficulties do you expect after the implementation ofthe system? 
Please specify  
9. Any comments on the implementation of the system? 




SUMMARY OF RESULTS ON 
TELEPHONE SURVEY QUESTIONNAIRE 
No. of 
interviewees • of Response 
StaffGroup " " ' ' ' respondents Rate  
Clerical 73 68 93.15% 
Officers 
Senior 22 16 72.73% 
Clerical 
Officer  
Executive 10 10 100% 
Officers 
Total 105 94 89.52% 
Q.1 
Number of respondents who are 
aware of the system objectives and 
benefits 
Staff Group Total Number Yes (%) No(%) 
Clerical Officer 68 0 (0%) 0 (0%) 
Senior Clerical 16 3 (18.75%) 0(8L25%) 
Officer  
Executive 10 9 (90%) 1 (10%) 
Officers 
Total 94 12 (12.77%) 82 (87.23%) 
48 
Q. 2 and 3 
No. of staff who have No. of staffwho are 
Total received computer confident in 
Staff Group Number training operating the system 
Clerical 68 51 (75%) 9(0%) 
Officer  
Senior 16 8 (50%) 6(81.25%) 
Clerical 
Officer  
Executive 10 8 (80%) 8 (80%) 
Officers 
Total 94 67 (71.28%) 23 (24.47%) 
Q.4 
No. of staff who No. of staff who 
Total understand the know how to use the 
Staff Group Number purpose of reports reports 
Clerical 68 25 (36.76%) 23 (33.82%) 
Officer 
Senior 16 5 (31.25%) 5(31.25%) 
Clerical 
Officer  
Executive 10 6 (60.00%) 6 (60.00%) 
Officers 
Total 94 36 (38.30%) 34 (36.17%) 
I I I  
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Q. 5 
Total No. of staffwho consider that the new 
Staff Group Number system help eliminate workload 
Clerical 68 30(44.12%) 
Officer  
Senior 16 9 (56.25%) 
Clerical 
Officer  
Executive 10 7 (70.00%) 
Officers  
Total 94 46 (48.94%) 
Q.6 
No. of staffwho consider that the 
Total management provides adequate 
Staff Group Number information 
Clerical 68 25 (36.76%) 
Officer  
Senior 16 4 (25.00%) 
Clerical 
Officer  
Executive 10 6 (60.00%) 
Officers 
Total 94 35 (37.23%) 
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Q.7 
Total No. of staff who consider that the new 
Staff Group Number system help streamline the procedures 
Clerical 68 32 (47.06%) 
Officer 
Senior 16 10 (62.50%) 
Clerical 
Officer  
Executive 10 7 (70.00%) 
Officers 
Total 94 49 (52.13%) 
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APPENDIX III 
OGRANIZATIONAL CHART OF 
STUDENT FINANCIAL ASSISTANCE AGENCY 
Controller 
• • _ 
Division One Division Two 
(Deputy Controller) (Deputy Controller) 
丨 • • • 
Administration Tertiary Payment 
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